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Using project management tools and principles can help RIM
professionals succeed in efforts to create or improve their

companies’ records management programs

Cheryl L. Strait

It’sAll in the
Technique!

s organizations increasingly focus on establish-
ing or maturing their records management
program, managers are experiencing a range of
challenges – from defining and beginning the

program to managing the complex involvement of many
different functional organizations and ensuring they have
the executive support and organizational authority need-
ed to succeed.

A
At the Core
This article

Introduces project management methodology

and what it offers RIM professionals

Outlines the process in which a RIM

professional can use project management for

RIM projects

Describes the end benefits of using the project

management process for RIM projects
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Historically, managers assigned to difficult or complex initia-
tives have turned to project management tools and techniques to
enable successful management of their projects. It has long been
known that project management helps managers to foresee – and
then deal with – shrinking budgets, tight schedules, and scarce
resources. In fact, managers can use these same tools and
techniques to successfully initiate and manage efforts associated
with the implementation or the maturation of records manage-
ment programs.

An Introduction to Project Management Methodology
According to the Project Management Institute’s A Guide to

the Project Management Body of Knowledge (also known as the
PMBOK® Guide), published in 2004, “A project is a temporary
endeavor undertaken to create a unique product, service, or result.”
A project exists only after a decision has been made to address a
specific business need, funding is available to support its execution,
and measurable goals and objectives are defined. Even though
establishing or refining a records management program is not nec-
essarily considered a temporary endeavor, it does address a signifi-
cant business need that must be accomplished within a specified
time period and it can be run as a project.

Establishing or maturing a records management program
includes considering, developing, or updating five key business
components:

1. Corporate records management policies and procedures

2. Record retention schedules

3. Technology 

4. Organizational change management (used to engage and
educate employees)

5. Mechanism for performance monitoring (used to ensure
compliance)

Managers assigned to establish or further nurture a records
management program must consider what is included within their
initiative and then determine how to begin, define what needs to be
done, determine who will perform the work, and agree to a time-
line for when work is to be accomplished.

Using project management techniques enables managers to:

• Define in detail the activities that need to be performed

• Determine what resources will be required 

• Establish a timeline for when activities will occur

• Identify how all of this is to be accomplished

Project management ties the resources and components
together and enables successful completion of the records manage-
ment initiative. This includes organizing the work into defined
phases. Using a phased approach allows the manager to break
down the project into workable segments.

PMBOK defines five phases for a project, which are referred to
as “process groups.” These process groups include initiating, plan-
ning, executing, controlling, and closing, and they aid managers in
coordinating, managing, and controlling their records manage-
ment initiative. This article explores project management’s five
process groups and discusses how they can be used to manage a
records management initiative.

Initiating
The initiating process begins with securing the support and

participation of the entire organization. The authority for securing
this broad support must come from executive leadership, who pro-
vide the vision, approve the funds, grant authority to a team of
individuals who are to perform the work (also known as the proj-
ect team), and comprise a steering committee to provide gover-
nance throughout the life of the records management initiative.

Managers use the leadership’s vision statement, which
describes the project’s future state, to define the scope and identi-
fy initial key resources for the records management initiative. This
scope will provide individuals with direction for what needs to be
accomplished.

For example, an organization that has a policy that affects a
limited number of records and departments may decide that it
must further develop its records management program. Its vision
may be to “establish a records management program that encom-
passes the policies, processes, and tools that enable the appropri-
ate management of all business records throughout their lifecycle.”
Using that vision statement as a guide, managers define a scope
that provides specific goals, objectives, assumptions, and con-
straints that will enable this vision to be realized. The scope, then,
provides the definition of what is to be accomplished.

It has long been known
that project management

helps managers to fore-
see – and then deal with

– shrinking budgets,
tight schedules, and

scarce resources.
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A scope statement for accomplishing the vision stated above
could include: 1) updating the policy to encompass all business
records in any media type; 2) updating the record retention sched-
ule to include record series for the company’s business records; 3)
implementing technology that enables automation of key policies
and procedures; 4) developing a compliance module to monitor
program compliance; and 5) developing educational materials
used to train employees on the new policies and procedures. The
completed scope statement is reviewed and approved by the
records management steering committee.

Managers, then, would develop objectives, assumptions, and
constraints that correspond with accomplishing this scope. Upon
securing formal sign-off from leadership, the planning process
begins in earnest.

Planning
The key to successful planning is allowing ample time to map

out what needs to be done, defining the activities that will achieve
the scope and goals of the records management initiative, decid-
ing who and what the required resources will be, and establishing
a schedule for activities and deliverables.

Activities typically performed during the planning process
include:

• Documenting team roles and responsibilities. A records
management project team is typically composed of individ-
uals from across the organization. For this team to function
effectively, all members, from leadership to the records man-

agement support staff, must clearly understand their indi-
vidual roles and how they fit within the team.

• Establishing team communications. Team members are
responsible for sharing information and project status
reports within their respective functional organizations. The
manager enables this collaboration by planning for and
establishing a structured meeting architecture, defining a
consistent process for disseminating information, and creat-
ing a team collaboration site.

• Performing a risk assessment and analysis. In this activity,
each team member identifies and ranks risks associated with
the records management initiative. Examples of risk include
employee willingness to adapt to changes associated with
new processes; the IT infrastructure created by new records
or document management software; relationships between
outsourced vendor services; complexity of the initiative; and
availability of staff to participate. The risks are then analyzed
and documented within a risk management plan. A risk
management process is defined that will enable the team to
manage risk throughout the life of the project.

• Establishing quality assurance and control mechanisms.
Quality assurance and control ensures that work performed
by the project team will meet the requirements defined with-
in the vision and scope statements. This activity includes
defining performance metrics that can be tracked through-
out the life of the project. A feedback loop should be estab-
lished that enables continuous improvement of the deliver-
ables the team is producing. For example, if the project team
is developing an educational module that will be used to
train employees on the basics of records management, then
a quality consideration would be to pilot the training with a
sampling of employees. This pilot could include validating
that training objectives were achieved, that the length of the
training was adequate, and that the delivery mechanism was
effective.

• Developing the project budget and associated cost-control
mechanisms. Managing costs for a records management ini-
tiative includes considering costs associated with staff
assigned to the project, outside resources brought in to assist
with development and/or deployment efforts, technology
purchases, storage facilities, and any other activities or
resources directly associated with the initiative. The manag-
er should define a structured process for tracking, reporting,
and managing these project costs.

• Establishing change management procedures to control
project scope, schedule, cost, quality, and resources.
Defining how to manage change associated with the record
retention schedule is one example for the project team to
consider. The retention schedule is a legally binding docu-
ment, one which must be maintained using a structured
process. A structured process could include instituting a
“change board” responsible for reviewing and deciding upon
the relevancy of change requests.

Once the team considers
how it will manage

change, it can incorporate
plans for developing

any necessary change
management mechanisms.
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• Defining organizational change management mechanisms.
This includes considering the impact of the new processes on
employees’ work habits and determining how to help them
adjust to the changes. Once the team considers how it will
manage change, it can incorporate plans for developing any
necessary change management mechanisms. Three organiza-
tional change management tips are:

1. Implement a “no-surprises” philosophy.

• Tell stakeholders what you are going to do.

• Do what you said you would do.

• Follow up and share the results of what you did.

2. Provide user training.

• Educate users on performing their new responsibilities.

• Illustrate the big picture: explain everyone’s role in the
project and how it all fits together.

3. Prepare to make adjustments.

• Incorporate continuous improvement into the program.

These planning activities are best accomplished by a team
comprising individuals from across the organization. This team
works together to produce the specifics for each of the bulleted
activities listed above and then captures the information within a
document known as the project plan. The project plan defines the
specific work activities needed to fulfill the scope of the records
management initiative. Once finalized, the project plan includes
definition of roles and responsibilities, the schedule of activities,
identification of risks, a process for monitoring and controlling
the project’s activities and deliverables, and a change management
process. Members of the working group and steering committee
approve the project plan. When the planning process is complete,
the project plan is considered to be baselined, and the executing
process begins.

Reasons for Project
Management

• Creating a records management program involves sever-
al organizational units and a variety of business disci-
plines that need to contribute using a proven structure
such as project management.

• Managers who understand and implement project man-
agement processes will have procedures and tools at
their disposal to coordinate, manage, and control records
management initiatives.

• Managers can use behavioral change management tech-
niques within a project management model to help deal
with employee resistance that can occur in an organiza-
tion when a new records management approach is
implemented.



Project management
provides the structure and

methodology to enable
successful initiation and

completion of a
records management

initiative.
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Executing
During the executing process, the records management

project team performs the work activities defined within the
project plan. Up to this point, the focus has been on establishing
plans, securing approvals, and coordinating initial efforts. Now
the team rolls up its collective sleeves and completes the activi-
ties that will enable the project scope to be achieved. These activ-
ities are defined within the project plan and could include devel-
oping or updating records management policies or preparing
for and deploying new technology. It is the project manager’s
responsibility to monitor day-to-day activities against the proj-
ect schedule, coordinate resources, track progress, and facilitate
issue resolution.

Controlling
The controlling process runs concurrently with the execut-

ing process, and it monitors project execution. This component
includes developing and distributing progress reports, managing
corrective actions, evaluating project performance, managing
change, monitoring quality, reviewing risks, and adjusting proj-
ect schedules or plans as required. It is important for the team to
establish a feedback loop that enables members to share their
issues and concerns. This feedback loop may include status
reports provided to the project team and to the steering commit-
tee. Continuous communication enables everyone to stay
focused and provides a forum to highlight any issues, decisions,
or corrective actions as needed. Functional team members

should, in turn, report progress back out to their corresponding
group. This will help build awareness for the records management
initiative. It will also enable continuous improvement and assist
with managing organizational change.

Closing
When all of the activities defined within the project plan have

been performed and the scope has been realized, the project has
reached its end state and the closing process begins. Closing the
records management initiative includes reviewing the final deliv-
erables with executive leadership and securing their acceptance
and approval for the outcome of the project. For example, if the
project included deploying new records management policies,
then an initial compliance report could be part of the closing
review. An executive summary included in the initial compliance
report might display the list of departments involved along with
the results of their initial compliance audit.

There are several other administrative activities associated
with closing a project. Administrative activities include closing
out contracts for outside services, conducting lessons-learned ses-
sions with project team members and their respective depart-
ments, developing recommendations for continuous improve-
ment, closing out project-specific financial accounts, archiving
project data, and publicly recognizing the project team.

Project Management Leads to Successful Project
Many of the problems encountered while establishing or

maturing a records management program can be prevented by
using sound project management tools and techniques. Project
management provides the structure and methodology to enable
successful initiation and completion of a records management
initiative.

Using project management is just one of the enablers for a
successful project. Managers can use behavioral change manage-
ment techniques to help deal with employee resistance that can
occur when a new records management approach is implement-
ed. Senior executive emphasis on employee communication and
education provides the tools – and buy-in – that a records man-
agement initiative needs to be successful.




